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./This project is to apply some of the methods suggested by past scholars to 
study the interdepartmental issues of four departments in the Carrier (Hong Kong) 
Limited. These four departments include a supporting department, Marketing, and 
three line departments, Engineered Systems, Systems Sales and Dealer Sales, 
Marketing Department is suffering work overloads and being belittled by the other 
departments. Engineered Systems encounters role ambiguity with Systems Sales and 
complaint of unfairness from Dealer Sales. Systems Sales and Dealer Sales have goal 
conflict so that they have little communication and insufficient information exchange 
even though both realize that these are essential to the accomplishment of the 
company goals/ 
The low status of Marketing Department may be altered by providing supports 
that are critical to the success of the other department. Specifically, marketing 
analysis，such as competitor, trend and environmental analyses, should be offered as 
they are essential for the Engineered Systems and the sales departments to increase 
the competitive advantages of Carrier products. Besides, Carrier must identify clearly 
the job descriptions for the line departments in order to resolve their task conflicts. 
Finally, a modification of the incentive system is necessary to change the competitive 
dependence of the two sales department so that they may work together effectively 
to struggle against the outside competitors only. 
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Interunit coordination and collaboration have long been discussed in academic 
papers and business community. Researchers and practitioners have consensus in 
recognizing that interunit coordination is significant to the improvement of 
effectiveness in the company operations. In the past, conflict is found to be bad at 
all. However, a certain amount of conflict is necessary for an organization to get the 
work done in an efficient and effective way. But a large extent of conflict will distort 
the working relationships of the units, and in turn affect negatively the performance 
as a whole. It is a state of art to find how large the extent of the conflict to optimize 
the effectiveness of the interunit coordination. Usually, practitioners will just find out 
and resolve the conflicts which are critical to the loss of the effectiveness. The rest 
of less destructive conflict is left for motivating the employees. 
Now，the project is attempted to apply the method stated to remove the 
unnecessary conflicts in an organization. It is concerned abput the internal situations 
. � - ‘ ‘ 
of the Carrier (Hong Kong) Limited. The focal units include four departments, 
Marketing, Engineered Systems, Systems Sales and Dealer Sales. These departments 
have close inter-relationships. However, some conflicts exist among them and lower 
their performance. The study is first to find out the interdepartmental issues through 
interviews and questionnaires and use the collected information to draw conclusion 
and recommendations to the company. Finally, a discussion is carried out to propose 
some of the ideas that are concluded from the study. 
v 
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…Under the situations of increasingly complex environments, product 
technologies and processes, practitioners are expressing much more interest in 
interunit and lateral relationships. The volatile situations bring about greater 
interdependencies between units in terms of exchange of materials, personnel and 
job duties. Specifically, marketing department must get inputs from sales 
department about competitor information to develop marketing strategies whereas 
sales department needs competitor analysis from marketing department. The 
effectiveness of the interunit cooperation and coordination directly affects the 
extent to the accomplishment of long-term and short-term objectives of an 
organization. 
. r 
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2. PURPOSE OF THE STUDY 
The subject of this project is concerned mainly about the interunit 
relationships and coordination of an organization. The study attempts to use a 
company case to reveal implications of environmental and competitive situations 
on the interunit issues. It also presents the factors that influence the ways and 
efforts of coordination, how the ways and efforts of coordination incurs conflicts, 
and to what extent the conflicts affect the effectiveness of the interdepartmental 
relationships. 
"The project begins with a literature review on the interunit issues. It is then 
followed by an introduction of methodology employed in the survey of the 
company and a brief description of its associated limitations. Next is an in-depth 
discussion on the findings of the survey. The findings consist of the qualitative and 
quantitative responses from the focal groups that reflect the relationships, the 
ways and efforts of coordination, the accompanied conflicts and problems, and the 
perceived satisfaction levels of the units concerned. These responses are 
interpreted by several kinds of analyses in order to clarify the real interunit 
situations. Then, recommendations are suggested and some issues are raised out. 
Finally, the questionnaire used and some of the other materials are listed at the 
� Appendix. 
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3. REVIEW ON INTERUNIT ISSUES 
� T h e purpose of an establishment of an organization is to achieve identified 
objectives through a number of tasks performed by a group of people. These tasks 
normally include basic activities in production, service, coordination, supervision, 
etc. The problem, as said by March and Simon (1958), 
"is to group these tasks into individual jobs，to group the jobs into 
administrative units, to group the units into larger units, and finally to 
establish the top level departments - and to make these groupings in such a 
way as to minimize the total cost of carrying out all the activities.“ 
3.1 DEPARTMENTATION 
Three different forms of departmentation are proposed to help attain the 
effectiveness of the tasks specialization and coordination. Process departmentation 
. � - z ‘‘ 
(Filley et al., 1976) is designed mainly for enhancing skill specialization. For 
instance, an organization that divides it into departments of marketing, finance, 
personnel； and etc. is employed process department. Purpose departmentation is 
used for improvement of interunit coordination. It can be separated in terms of 
different products/services, clients and geographical areas. The third one is matrix 
departmentation (Shull 1965), It is proposed in attempts to obtain the advantages 
of both process and purpose departmentation while removing the disadvantages 
3 . 
of each1. 
A diversity of variables within each organization context affects the use of 
departmentation. These variables include environment, technology, culture, 
system, strategy, and etc. For example, a rapidly changing environment requires 
a matrix organization so as to respond to the change quickly. An implementation 
of strategies of product diversification and product introduction better uses a 
purpose departmentation. A great requirement of skill specialization necessitates 
a process departmentation. Companies, such as Japanese firms, which value 
flexibility in task assignments; team decisions and individual initiatives for 
assuming task responsibility may present no clear departmentation. ‘ 
3.2 INTERDEPENDENCE 
3.2.1 Types of interdependence 
Interdependence arises when two or more organizational units must 
depend on one another to perform their job responsibilities. Thompson (1967) 
proposed three types of interdependence in terms of the different tasks and roles 
embedded in an organizational structure. Pooled interdependence requires no 
interaction among units because they can perform their jobs separately. Two 
examples would be product or geographical departmentation. 
Sequential interdependence necessitates one unit to complete its task 
before another unit can accomplish its task. Example would be work flow between 
Detailed comparisons of the advantages and disadvantages of the three forms can be found in the article 
of J，McCann and J.R. Galbraith, "Interdepartment Relations", Handbook of Organizational Design, Volume 
2 (1981)，Oxford University Press, pp.60-62. ‘ 
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manufacturing and sales departments. Sequential interdependence implies that 
units also have pooled interdependence. 
Reciprocal interdependence requires the output of each unit to be used as 
input to other 
units in the organization. For instance, a failure of machine in 
operations department provide task for maintenance department. If reciprocal 
interdependence presents, the sequential and pooled types follow. 
Thompson pointed out that greater interdependence demands greater 
coordination effort. If there are several reciprocal interdependence, these should 
be grouped according to their importance. 
- The fourth type of interdependence was proposed by Van de Van et al. in 
. • � . 
1974 as a network shape. The network interdependence needs the units to work 
as a team in order to attain the substantial coordination. Exhibit 1 portrays the 
four types of interdependence. 
Exhibit 1: Types of Interdependence 
. . ‘ ‘ 
Pooled Sequent ia l Reciprocal Network 
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3.2.2 Measures of Interdependence 
Currently, several ways are used to assess interdependence. The most 
popular one is to interview with the managers who grapple with interdependence. 
Lawrence and Lorsch (1967) emphasized on the top managers of units and the 
key competitive issue within an industry; this emphasis let them identify the 
interdependence which posed the critical elements to organizations and to ignore 
secondary and tertiary relations. 
Galbraith (1970) performed more detailed analyses of interdependence 
based upon interviews with managers, engineers, documents, and company tours. 
\ 
Gerwin and Christoffel (1974) obtained similar data, but evaluated 
interdependence by the amount of time required to move task from one work 
stations to another. 
Other measures of interdependence allow statistical analyses. Specifically, 
some researchers have measured interdependence in terms of scales. Van de Ven 
et al. (1976) measured types of work flow interrelationship by asking workers what 
work flows best described their situations. 
Duncan's (1972) measure stresses on a specific department and, via a 
questionnaire or interview, determines the number of other departments 
interacted with the focal department. Questions would be added that can explore 
the extent of contingency posed by other departments to the focal department. 
Still another measure, presented by Galbraith (1973, 1977) and Gilmore 
and Nelson (1978), employs managerial perception of interdependence. These 
perceived issues imply interdependent activities which have the greatest 
6' 
contingencies to the organization. Then, for each issue, each respondent points 
out which departments are affected and to what degrees. Numerical measures of 
interdependence can be computed and assessed statistically. Analyses of the 
patterns of responses across the set of decisions provide significant data about the 
extent of interrelationship and influence of each department. 
McCann and Ferry (1979) proposed a contextual framework for assessing 
interdependence. This framework consists of six dimensions. Basically, these 
dimensions try to translate interdependence into costs of per unit resource on 
others per unit time. 
A remark is pointed out by Etzioni (1961) on the measure of 
interdependence that a reason of unresponsiveness in organizations may be their 
over or under management of a relationship. For example, a situation could occur 
such that both units perceive low interdependence when, in fact, high 
interdependence exists. In such a situation, both select respondent rather than 
initiator roles, thus contributing under-managed interdependence. It results in 
using too few resources for maintaining the relationship effectively. On the other 
hand, if interdependence is perceived to be higher than it really is, too many 
resources will be consumed in interdependent activities, resulting in over 
management. 
3.3 COOPERATION AND CONFLICTS 
Interdependence can raise coordination costs to a point that further 
coordination is dysfunctional and a source of conflict. Conflict occurs when 
7' 
consensus is not reached about coordination-cost allocations and required roles 
and responsibilities. Measures of conflicts are similar as those of interdependence. 
In the following sections, how the kinds of interdependence affect the issues of 
cooperation and conflicts are illustrated. 
3.3.1 Reasons of Conflicts 
3.3.1.1 Goal interdependence 
Deutsch (1949，1973，1980) proposed that goal interdependence directly 
广, 
affects the process and outcomes of interaction. He suggested three types of 
mutual dependence: cooperation，competition, and independence. In cooperation, 
people conclude that their goals are positively related and mutual assistance helps 
each other to be effective. In competition, people believe their goals are 
negatively related and others' success hinders their own goal accomplishment. 
Independence turns out when people believe their goals are unrelated; one's 
success neither helps nor hinders the success of o t h e r s : , 
Tjosvold (1986) identified interdependence dynamics into four reinforcing 
components: values and attitudes, tasks and rewards, perceived goal 
interdependence, and interaction. In cooperative dependence, employees utilize 
shared rewards to conclude that their goals are positively linked. They exchange 
resources and manage conflict, which then contributes to a supportive community 
and cooperative goals. In contrast, employees in competitive dependence portray 
a mistrust behaviour, incompatible tasks and roles, and win/lose rewards to 
conclude that their goals are negatively related to those of others. They fail to 
8' 
exchange resources and avoid or intensify conflict; the resulting mistrust leads to 
win-lose thinking and competitive interaction. 
3.3.1.2 Task interdependence 
Dutton and Walton (1966) proposed that task interdependence not only 
offers an incentive for collaboration, but also presents a source for conflict and 
the means for bargaining over interdepartmental issues. Specifically, overlapping 
in task responsibility requires people to collaborate on the job. Besides, task 
overload may reinforce the problem of scarce resources and cause bargaining; 
may intensify tension, frustration, and aggression; and may lower the time 
available for the social interactions that would enable the units to relieve their 
conflicting behaviour. 
3.3.1.3 Resources interdependence 
. ‘ ‘ 
If two units have interdependent tasks, the competition for scarce resources 
will tend to decline interunit problem solving. Also, if competition for scarce 
resources is not moderated by some third unit and they must agree on their 
allocation，they will come into direct conflict. 
3.3.1.4 Awareness of interdependence 
Miller (1959) indicated that the less units recognize about each other's job, 
9 . • 
the less collaboration and that lack of recognition can lead to unreasonable 
interunit demands through ignorance. Schelling (1960) argued that full awareness 
of each others' options may make coordination more difficult; ignorance forces 
the parties to agree on obvious alternatives, and full awareness permits self-
interest at expense of cooperation. 
3.3.1.5 Perception of interdependence 
Van de Ven, Delbecq, and Koenig (1976) proposed that conflict arises if 
one unit perceives high interdependence and attempts to coordinate via the 
、‘、， 
personal and group interactions whereas the other unit perceives low 
interdependence and resists these attempts. Tjosvold (1988) further proposed that： 
employees from different units within a company who consider their goals are 
cooperative, rather than competitive or independent, expect effective 
collaboration and exchange information and resources. 
Corwin (1969) revealed that the rate of interaction between units and the 
degree of participation in employee union cause poor perception of the employees 
toward the other units. 
3.3.1.6 Asymmetric power relationships 
Seiler (1963) indicated that conflict is generated by differences in the way 
the status of the units are ranked along various dimensions of organizational 
context, namely direction of initiation of action, prestige, power, and knowledge. 
10' 
Moreover, Argyris (1964) and Dalton (1959) both argued that conflict resulted 
where one unit with the same or less status set standard for another. 
3.3.2 Resolution of Conflicts 
3.3.2.1 Rules and programs 
Zald (1962) proposed that low routinization and uncertainty of means of 
goals enhance the potential for interunit conflict. Rules and programs are less 
effective in highly uncertain situations. Corwin (1969) concluded that rules are 
set up where a high level of tension already exists and they are more effective in 
the more bureaucratic structure. Feedback is a means of coordination that can 
alter in degree of formality and can operate across all hierarchies of organization. 
Besides, Pondy (1969) suggested that goal conflicts may be resolved by modified 
incentive systems. 
3.3.2.2 Formal control 
Thompson (1967) concluded that greater task interdependence demands 
greater coordination which can be accomplished by a common supervisor. 
Lawrence and Lorsch (1967) also indicated that tasks of low uncertainty and short 
feedback cycles are better placed under a common supervisor. The results implied 
that centralization and formal control may mitigate the conflicts when great 
coordination efforts are required. 
11' 
3.3.2.3 Reduction of resources interdependence 
Pondy (1969) suggested that decreasing dependence on common resources 
is a way to reduce interunit resources allocation conflict. The conflict can also be 
reduced, as Melcher (1976) found, by centralized budgeting. However, 
centralization brings about low response to changing environment. 
3.3.2.4 Communication 
- - V a n de Ven，Delbecq, and Kooning (1976) argued that personaf and unit 
\ 
communication should follow when employees perceive high interdependence 
while impersonal means of coordination should come once people perceive low 
interdependence. 
3.3.2.5 Spatial-physical strategies 
Physically clustering departments to minimize barriers is a useful way for 
managing high levels of interdependence. Where physical clusters are not feasible, 
information systems and communication modes that help personal communication 
-g roup meetings, for example - are substitutes (Galbraith 1977; Steele, 1973). In 
contrast, if conflict arises from full awareness of each other units, physical barriers 
between them may contribute to favourable result. 
12' 
3.3.2.6 Clarification of roles and responsibilities 
Perrow (1970) reasoned that the most critical function in an organization 
has the most power. Harrison (1976) proposed clarification of roles and 
responsibilities to resolve the conflict. Emphasis is placed on establishment of 
shared appreciation and relation, 
3.3.2.7 Modification of rewards and job designs 
Cooperative and spontaneous behaviours result when rewards are based 
on group performance, and especially interunit performances (Blau and Scott 
1962). These behaviours are sources of less interunit conflict and higher overall 
performance when appropriate rewards are associated with role unambiguity 
within highly interdependent settings. 
3.3.2.8 Conflict-resolution styles 
Blake and Mouton (1964) identified four resolution styles. The first style, 
smoothing over differences is dysfunctional since it restricts the search for 
alternatives and prevent venting; on the other hand, smoothing restricts the 
emotional costs of conflict and offers ail opportunity to delay it until a more 
strategic time. Bargaining, the second style, stresses on competition between 
departments and subverts coordination; on the other hand, bargaining between 
lower and higher levels of hierarchy may generate better outcomes for lower 
13' 
levels than smoothing. Forcing, the third one, may relieve situations of high, 
prolonged conflict between departments, but should not be the dominant style 
because coordination among departments can decay with its repeated use. 
Confrontation of differences, the fourth style, demands a high emotional 
investment by those involved and may cause disruptive conflict if not used 
effectively; it can produce conflict benefits like venting. 
Lawrence and Lorsch (1967) revealed that interunit cooperation will be 
more effectively accomplished and organizational goals will be highly achieved 
once managers openly confront differences rather than smooth them over or force 
decisions. 
\ 
3.3.2.9 Socialization and training 
Social interaction could facilitate coordination and reduce conflict. A study 
evidenced that frequency of social gatherings (measure of diffuse peer group) is 
positively correlated with conformity and negatively" correlated with conflict. 
Besides, training is a means of social interaction to reeducate the employees to 
resolve the conflicts they confronted. 
3.3.2.10 Intermediates 
Lawrence and Lorsch concluded that interunit conflict can be moderated 
by inserting a separate coordinating person or unit such that its degree of 
structure and the goal, time, and interpersonal orientation of its personnel are 
14' 
intermediate between those of units linked. Moreover, the conflict resolution will 
be more effective if the personnel of the coordinating unit have relatively high 
power base in perceived expertise, and if they are evaluated and rewarded on 
overall performance measures encompassing the activities of the several units. 
However, channelling all interunit interactions through a coordinating 
person or unit in a conflict situation often lowers overall performance. It is 
because other persons are either affected by an interunit decision or have 
potentially relevant information or opinions, ignoring their contribution reduces 
the quality of the decisions and decreases the commitment to decisions. 
3.4 CONSEQUENCES OF CONFLICTS 
Pondy (1969) concluded that minor conflicts generate pressures towards 
resolution without altering relationship; and major conflicts produce stresses to 
alter the form of the relationship or to dissolve it altogether. Besides, the extent 
of collaboration and conflicts directly affected the level of satisfaction and the 
effectiveness of performance. Personal satisfaction with the internal climate of 
one，s unit lowers the possibility that a member will initiate interunit conflict. 
Seiler (1963) concluded from a study that constructive handling of 
interdepartmental issues occurred partially because the members of each 
department derived social satisfaction from their colleagues and were not in 
conflict with each other. 
Conflict relationships bring about stereotyping, attitudes of low friendliness, 
low trust, and low respect. These attitudes cause lower performance. On the other 
15' 
hand, interunit conflict contributes to unit cohesion, which facilitates cooperation 
within unit. 
So far: the literature review includes the materials being used in the study 
of this project. The methodology employed here follows the flow of the 
illustration. Next chapter will present the whole body of study. 
. , . 一 ' ‘ ‘ 
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4 METHODOLOGY 
4.1 METHODS OF SURVEY AND ANALYSIS 
The study of this project is concerned about the interdepartmental issues 
in a company called Carrier (Hong Kong) Limited over the four departments. The 
method used in the study was a combination of ways described in the section 
3.2.2., Measures of Interdependence. Firstly, the study adopted a method similar 
to Duncan's measure and began with a discussion with the Human Resources 
Manager and the General Manager about the current issues encountered by the 
company. Once the interdepartmental issues were identified, the managers were 
asked to indicate which departments got involved. Based on what they said, the 
study focused on the Marketing, Engineered Systems，Systems Sales, and Dealer 
Sales Departments. 
Next, a questionnaire was devised mainly about the interdepartmental 
issues of the focal departments. This questionnaire was based on the method 
introduced by Andrew H. Van de Ven and Diane L. Ferry in the book 
"Measuring and Assessing Organizations"，1980. It measured the issues in terms 
of specified scales in an attempt to perform statistical analyses. In the beginning, 
. v 
the interviewees were required to rank the priorities of some specified company 
goals and clarity of strategies to respond to some chosen environmental events. 
These goals and environmental events were proposed by the Human Resources 
Manager and General Manager, Then, the interviewees were asked to write the 
scale of their perception and their realization on the issues about the other focal 
departments. Qualitative and quantitative answers were encompassed here. 
17 . 
Finally, the interviewees were requested to write down the problems they 
perceived between their own department and other departments. Some 
recommendations might be added so long as they wanted. 
The actual interview method followed that suggested by Lawrence and 
Lorsch (1967). Firstly, the heads of the focal departments were interviewed to 
identify the interrelationships. Meanwhile, the managers of the Marketing 
Department, Engineered Systems, Dealer Sales Departments were interviewed 
individually. As System Sales Department had no manager, the acting manager, 
General Manager of Business Development, was interviewed. However, he was 
also in charge of the Engineered Systems Department, biases might be turned out 
in his points of view. Therefore, the System Sales Supervisor was also involved to 
get more reliable response. . 
The reliability of the survey was complemented by using Galbraith's 
method (1970) in such a way that all lower level employees of the focal 
departments were requested to fill in the questionnaire. In order to ensure .the 
questions were interpreted accurately and consistently^the interviewer sat beside 
them to clarify any ambiguous points. On the other hand, the job descriptions for 
the departments were reviewed and a company tour was conducted to enhance 
the reliability of the interviewees' answers. 
The collected data are next analyzed. It first draws a brief conclusion on 
the complexity of the company and the industry, and on the clarity of strategies 
in dealing with some chosen environmental events. Pairwise comparisons on the 
outcomes of focal departments are then carried out by generating the respective 
means. Specifically, the responses of the Marketing and Systems Sales 
18' 
Departments on the same question to each other are compared. Summaries of the 
perceived problems among the departments and the recommendations from- the 
interviewees are also listed. These problems and recommendations are further 
elaborated in 
terms of the situations the departments encountered. Finally, an 
overall discussion of the study is presented. 
4.2 LIMITATIONS IN THE METHODOLOGY 
The main limitation in the study lied on the number of respondents. 
Although the survey was concerned about the issues in four departments, the total 
number of employees involved was only 21. The breakdown figures are shown in 
the Exhibit 2 below. 
Exhibit 2: Number of Respondents of the Focal Departments 
I 
Marketing Engineered Systems Dealer 
Department Systems Sales Sales 
Heads 1 1 2 1 
Subordinates 2 5 3 6 
Total 3 6 5 7 
19' 
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The Marketing Department, in fact, has 2 more employees. But only the 
two involved in the survey are responsible for providing marketing support for the 
three other focal departments. Due to the small sample size, small variation in the 
responses may bring about great fluctuation in the aggregate results. Again 
because of the small sample size, analysis is bound to be placed more emphasis 
on qualitative aspects. Statistically, only means and frequencies of certain items 
are given to better illustrate the outcomes. 
The questionnaire includes some similar questions. However, the analysis 
will only use the responses of the questions closely related to the 
interdepartmental issues discussed in the literature review. It inevitably wastes 
some of the information collected. However, it can make the analysis more 
concise and readable at no expense of the results. 
As the questionnaire has 20-page long with many managerial terms in the 
questions, the interviewees who have less management knowledge may 
misinterpret the questions and answer them wrongly. The problem, nevertheless, 
has been resolved since the interviewer sat beside them and explained the unclear 
terms they considered； 
The company underwent an organization restructuring in December 1990 
such that the Engineered Systems Department was split from the Systems Sales 
Department and new employees were recruited from outside. The reorganization 
caused a new perception on the interrelationships of the four focal departments. 
Thus, the responses on the issues of the interdependence could only be based on 
a three-month period. As the new employees were still in the adaptation stage, 
their responses might not fully reveal all the interdepartmental situations. Some 
20' 
of the long-term effect might not come out when the survey was carried out. To 
reduce the weakness, the analysis will consult more on the responses of the old 




5. ORGANIZATION SETTING 
,§ome background information about the company studied is described in 
this section. Carrier (Hong Kong) Limited was established in 1982 as a branch of 
a multinational firm, Carrier Corporation. It serves with diversity of air-
conditioning products and related maintenance services to the consumer and 
commercial markets in Hong Kong and Macau. The products it renders range 
from light conditioners to heavy systems to household users as well as commercial 
clients. It has 527 full-time employees and 15 departments in which 15 are 
department managers. � ’ 
The company underwent an organizational restructuring in November 1990. 
The old and new organizational structures are shown in the Appendix 2 and 3. 
One of the remarkable change was the split of the Engineered Systems from the 
System Sales Department. The change altered greatly the interdepartmental 
relationships in the company, especially among the System Sales, Engineered 
Systems, Dealer Sales and Marketing Departments. 
The focus of the study is on the interdepartmental issues of Systems Sales, 
Engineered Systems, Dealer Sales and Marketing Departments. Systems Sales 
Department serves with air-conditioning systems to the Carrier's independent 
electrical and engineering (E & M) contractors. Engineered Systems Department 
广 
renders construction consultants with various kinds of products and services； The 
products and services requirements .of the authorized dealers of Carrier are 
offered by the Dealer Sales Department. Marketing Department is responsible for 
providing all the marketing supports to the three departments. 
22 
The interdependence among the four departments is very high. Their 
interactions are triggered when an E & M project begins and the customers of the 
sales departments compete for the tender offered. Exhibit 3 illustrates the task 
duties of the four departments during the work flows of a project. 
Exhibit 3: The Task Duties of the Four Departments During the Work Flows 
of a Prooject 
P R O D U C T 
P R I C I N G 
_ _ _ _ _ information p A R K E r | N C 
- P R O P E R T Y ALL 
OWNER fN FORMAT/ON~ 
TENDER � 
INFORMATION E N G I N E E R E D 
: S Y S T E M S 
GOMPE Tt TOR (NFORMATf ON 
E & m I Q U O T A T I O N " 1 
CON6ULrANT 1 r _ _ J _ _ | • 
~ — , ； S Y S T E M S DEALER 
S A L E S S A L E S 
COMPE n TOR GOMPE T! TOR 
r ； _ QUOTATION INFORMATION ，NFORMAJION 
TENDER OUOTATIO J 
- , I N D E P E N D E N T' 
CONTRACTOR 
QUOTATION CARRIER 
L_ DEALER � 
PmRD 
A COMPANY 一 
E i t h e r S y s t e m a S a l e s or D e a l e r S a l e s f o l l o w u p t h e p r o j e c t 
w h l o h d e p e n d s on i n d e p e n d e n t o o n t r a o t o r o r C a r r l s r d e a l e r 
g e t t i n g awarcJed t h e p r o j e c t , 
N o t e t h a t t h e I t a l i c w o r d s I n d i c a t e t h s a c t i o n s m o v e f rom 
t h e l o w e r p a r t y to t h e u p p e r p a r t y 
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The flow of tasks comprises of four stages, which are shown in the left 
blocks of the Exhibit 3. In the first stage, an owner of a property issues an order 
of the installation of air-conditioning system. Next, he will hire an E & M 
. � ‘ .. -.... • 
consultant to be in charge of the progress of the project. 
Afterward, the E & M consultant conceives and offers a tender to the 
potential contractors for getting the pricing and functioning information of the air-
conditioning system rendered by them. Sometimes, the tender involves both 
independent contractors and authorized dealers of the Carrier, which are 
displayed in the two right lower blocks in the exhibit. If both are involved, they 
will get the tender specifications and feedback the information^ including 
competitor information, to their suppliers. Here, their corresponding suppliers are 
the Systems Sales and Dealer Sales Departments of the Carrier. Due to the direct 
competition between the contractors, the two sales departments will compete with 
each other to get purchasing orders from their own customers. 
Meanwhile, Engineered Systems Department will get the tender details 
from the E & M consultant to prepare quotation. The "employees from the sales 
departments who are responsible for the project will collect competitor 
information from their customers and share with the Engineered Systems 
Department. When Marketing Department gets known about the project, it will 
offer the product, pricing and past competitor information to the three 
departments and ask the salespersons to provide it current competitor 
information. The competitor information may be the past purchasing records of 
the Carrier's independent contractors and authorized dealers. After collecting all 
the information, Engineered Systems Department will devise the tender 
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quotations for the two sales departments and they in turn send to their own 
customers, independent contractors and authorized dealers respectively. Then, 
these customers end up with their tenders to bid the project. 
In the last stage, one of the contractors is awarded for the project. If the 
candidate awarded is Carrier's customer, he will ask the company for detailed 
functioning information of the equipment and submit it to the consultant. Once 
the consultant has approved the equipment, the customer will issue order to the 
Carrier. The responsible salespersons should then keep trace of the purchasing 
order and the functioning of the equipment until the warranty period expires. 
The interdependence of the four departments lies mainly on tfie tender 
stage of the project. Systems Sales Department and Dealer Sales Department are 
eager to get timely support from Marketing Department about the product, 
pricing and competitor information in order to compete successfully for the tender 
and get the order from their own customers. Engineered Systems expect the two 
sales departments to provide accurate competitor information to arrive at the best 
quotation strategy so that Carrier can get the purchasing'order from its customer 
at optimum profit margin. Marketing Department would like to get more 
involvement in the tender stage in such a way that it does not only offer timely 
information but also some other marketing functions for the three departments. 
However, all are what the individual department expects the others to 
cooperate with them. The actual situations are somewhat different and many 
unfavorable events turn out. The next chapter will show the aggregate outcomes 
in the interviews about the interdepartmental issues of the four departments. 
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6. ANALYSES OF THE AGGREGATE RESULTS 
In this chapter, a collection of aggregate results is shown with discussions on 
the accompanied interdepartmental issues. The issues are discussed separately in 
order to illustrate the situations in more details, 
6.1 DOMAIN UNCERTAINTY 
This section will describe two kinds of organization domains, Consensus of 
Goal Priorities and Clarity of Strategies to Respond to Environmental Events. Some 
information about the interrelationships of the four departments will be implied from 
the results. 
Exhibit 4 displays the mean results of the consensus of goal priorities by the 
interviewees, where "1" represents the item as most important, "2" the next 
important,..., and "6" the least important Exhibit 5 lists the mean results of the clarity 
of strategies to respond to environmental events, where "l" is very unclear, "2" quite 
clear,..., and "5" very clear. 
From the Exhibit 4，Improvement on Interdepartmental Coordination is set 
at the lowest priority among the identified goals. As the other goals are all closely 
related to the performance and financial reward of the employees, they should more 
广 
probably have high rating. However, it also implies that the employees do not 
regard better coordination on their tasks can enhance their performance. 
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Exhibit 4: Mean of Goal Priority 
Extent of Unimportance 
7 I : 
5.7 
一 H H H B H B [ H j ^ l IAIUm 
l i e BC ICS ABT AST AMT . 
Name of Goal 
where 
IIC : Improve Interdepartmental Coordination 
BC : Budget Control 
ICS : Improve Customer Satisfaction 
ABT ; Achieve Bookings Target 
AST : Achieve Sales Target 
AMT : Achieve Margin Target 
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Exhibit 5: Mean of Clarity of Strategy 
Mean Extent of Clarity of Strategy 
5 ； ： 
4 - 3.9 • • j 
lilllili 
LBP SDR CP CC NGR NCPL RCM GW 
Environmental Event 
where 
LBP : Late Bill Payment 
SDR : Sales Departments Reorganization 
CP ； Change of Personnel 
CC : Customer Complaints 
NGR : New Government Regulation 
NCPL : New Competitor Product Launch 
RCM : Reopening of China Market r 
GW : Gulf War 
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Consequently, the employees are expected to exert little efforts on the 
interdepartmental issues. 
With reference to the mean values shown in the Exhibit 5，the employees of 
the focal departments are quite clear about the strategy to respond to the 
Reorganization of Sales Departments even though the company specifies few 
strategies to deal with certain external events, such as Reopening of China Market 
and New Competitor Product Launch. Consider the New Competitor Product 
Launch, the strategy to deal with it is rather unclear, of mean value 2.6. New 
products in air-conditioning industry are known to be regularly emergent. An unclear 
strategy to deal with this issue may bring about difficulty to the focal departments in 
getting a consistent decision in competition for a certain project. It indicates that 
different departments may use different tactics to handle the issue. It, thus, results 
in some pressure on the interdepartmental coordination in achieving the corporate 
goals. 
Besides, the result indicates that the reorganization does not disturb the 
normal operations of the departments and the employees are somewhat confident to 
tackle with the new change under the guidelines of the company. In other words, the 
reorganization is likely to provide some light to the interdepartmental coordination. 
To see whether it benefits the four departments requires further investigation of the 
responses of the employees on the interdepartmental issues. Next section will discuss 
them in more details. , 
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6.2 DEPARTMENTATION 
Carrier uses both process and purpose departmentation in the four focal 
departments. Specifically, Engineered Systems, Systems Sales and Dealer Sales 
Departments are divided in purpose of serving the consultants, independent 
contractors and Carrier dealers respectively. Marketing Department, on the other 
hand, is a functional department which is designed to enhance skill specialization 
through the working process. Two of the five marketing staff, beside the manager, 
are particularly assigned to work for the three other focal departments. Exhibit 6 
displays the partial organizational chart on them. 
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One potential problem may appear due to the interest conflict between 
independent contractors and Carrier dealers in competing for the same project. It 
inevitably brings about internal conflict between the employees in the Systems Sales 
and Dealer Sales Departments as they personally expect to obtain purchasing orders 
from their own customers once they get awarded for the project. 
As each of the focal departments requires timely marketing assistance when 
they get involved a project, it may arise a situation that the three marketing staff, 
including the manager, cannot provide equally sufficient support to all of them. 
Unfairness may be perceived by certain department which is less proactive to 
approach the marketing staff to get their help. This hypothesis will be verified when 
recent interdepartmental problems are described in later section. 
Indeed, the adoption of the purpose departmentation already develops some 
internal conflicts among the focal departments. An effective use of a purpose 
departmentation requires the departments with little conflicts in achieving their own 
purposes and having the ability to perform their own necessary marketing activities. 
Carrier considers little about these two conditions in dividing the four focal 
departments. Therefore, interdepartmental conflicts will be the consequence. 
6.3 JOB RESPONSIBILITIES AND INTERDEPENDENCE 
Before the interdepartmental conflicts are investigated, the job responsibilities 
and interdependence of the four departments are examined. 
3 1 
6.3.1 Job Responsibilities of the Departments 
It is first to use a summarized form, shown in Exhibit 7, to describe job 
responsibilities of the focal departments. The information is based on the qualitative 
responses from the department managers. As the Engineered Systems Manager has 
entered Carrier for only three months, his response is supplemented with the 
department supervisor who has been with the company for more than three years. 
Also, Systems Sales Department formally has no manager, the required information 
is obtained from both the department supervisor and the acting manager，General 
Manager of Business Development. , 
Some issues come directly from the job responsibilities of the focal 
departments. Firstly, Marketing Department provides only support to the other 
departments and it works only for staff functions. It is，thus, expected to have less 
influence to the line departments on implementing the marketing plans it devises. 
This situation is verified by the Marketing Manager in such a way that the marketing 
plans are always altered by the other departments. It" may result in inconsistent 
decisions made by the other departments in achieving the company goals. 
Next is the Marketing staff providing an asymmetric service to the sales 
departments. It assists in dealer development planning. A direct consequence turns 
out that marketing staff have more contacts and interactions with dealer salespersons. 
Thus，some of the Systems Sales personnel respond that Marketing provides better 
support to the Dealer Department. The situation may be attributed from the role 
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Exhibit 7: Job Responsibilities of the Focal Departments 
Department Job Responsibilities 
Marketing 1. Provide product, pricing and competitor information 
to the other focal departments; 
2. Provide promotional activities; 
3. Devise annual marketing plans; 
4. Assist in dealer development planning; 
5. Suggest product modification to the manufacturers; 
6. Inventory control. 
Engineered 1. Serve consultant engineers and designers; > � 
Systems 2. Provide technical support to sales departments 
involved in the consultant-based projects; 
3. Consolidate quotation strategy to the sales 
departments. 
1 1 11 —— •••• • I — ^ ― — — ^ ― — — . 
Systems 1. Serve independent contractors; � 
Sales 2. Exchange product, pricing and competitor 
information with the focal departments involved in 
the projects; 
3. Follow up the project once its customer get awarded. 
Dealer 1.一 Serve Carrier dealers; 
Sales 2. Exchange product, pricing and competitor 
information with the focal departments involved in 
the projects; 
3. Follow up the project once its customer get awarded. 
misperception of Marketing Department by the others. 
Besides，Marketing Department is not only responsible for providing 
marketing activities to all the three departments, but it is also required to handle 
inventory control as well as product modification. An example was seen that the 
Marketing Manager should write out the organizational chart for the company. Work 
overload causes the three Marketing staff hard to render timely and sufficient 
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responses equally to the supporting requirements from the other focal departments. 
Therefore, Marketing is currently being complaint of not providing timely support for 
the other departments. 
One of the main duties of the Engineered Systems Department is to 
consolidate the quotation strategy in order to succeed in selling Carrier products to 
either one of the customers of the two sales departments at higher margin in project 
involved both parties. However, the sales department which fails in getting better 
quotation to their own customer and loses in the project bidding may be unsatisfied 
with the decision made by the Engineered Systems, and thinks that the strategy hurts 
their interests. One of the complaints comes from Dealer Sales Department is the 
unclear criteria on which Engineered Systems Department uses in the decision of 
quotation strategy. The final decision is often biased toward the Systems Sales 
Department. 
The problems encountered by the focal departments will be described in more 
details in later sections. Next will present the interdependence among them in a 
quantitative way. The illustration will follow the discussion in the section 3.2.1. 
6.3.2 T^pe and Extent of Interdependence 
Effective exchange of information of product, pricing and competitor profiles 
among the four departments is necessary to arrive good quotation strategies and get 
project tenders. In order to achieve better overall performance, the four departments 
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are required to have close interactions when a project involves consultants, 
independent contractors and Carrier dealers. These close interactions are similar to 
team working described by Van de Ven et. al. such that the four departments form 
network interdependence. However, the network links are not equally strong, some 
pairs are more interdependent and others are less. Exhibit 8 tries to find out the 
extent of interdependence in terms of the quantitative responses of a chosen 
questions in the interviews. 
The bar chart in Exhibit 8 is interpreted as the following example. Consider 
the couple of bars above M-E. The value of the bar above M represents the mean 
of the responses from the Marketing staff whereas that above E from the'Engineered 
Systems staff. In other words，the bar value shown above the capital letter indicates 
the mean of the responses from the department with the same leading letter in its 
name. 
From the Exhibit 8 shown, the interdependence between Systems Sales and 
Dealer Sales is the lowest among all the pairs. It indicates that they can work well 
in a more independent way. The reason why it is so is that the conflict of interest 
between the two departments is the greatest among all and their job nature is very 
similar. Therefore, they would like to develop their own methods to get greater 
performance than the other. 
Besides, Engineered Systems and Systems Sales Departments depend on each 
other mostly. It is because the two departments split from one after the 
reorganization and they need time to adapt the new job relationships.The lack of 
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The question used in Exhibit 8 is as follows: 
For your department to accomplish its goals and responsibilities, how much 
do you need the services, resources, support from this other department? 
Note the abbreviations: 
M : Marketing 
E : Engineered Systems 
S : Systems Sales 
D : Dealer Sales 
Exhibit 8: Extent of Interdependence 





M. E. M. S . M. D. E. S . E. D. S . D. 
Pair of D e p a r t m e n t s 
i. ;:.:‘ ； . 36 . 
manager in the Systems Sales is also another reason since the employees there 
rely more on the guidelines and control from the department acting manager who 
is also in charge of the Engineered Systems. More interactions and reliance 
between the two departments are thus expected. 
Also, Marketing and the other departments show similar interdependence 
relationships. The outcome just confirms that Marketing Department provides 
support to all of the others in a similar way. Thus, it can be seen that the 
quantitative responses are consistent with the real situation encountered by the 
departments. 
- : Exhibit 9 summaries the type and extent of interdependence dt the focal 
departments. 
Exhibit 9: Type and Extent of Interdependence of the four 
departments 
Marketing 
/ « \ 
/ / Engineered \ V 
S y s t e m s “ 一 Dealer 
S a l e s 1 , I Sa l e s 
Note: The direction of arrow indicates the direction of flow 
of the a s s i s t a n c e from one department to another. 
The t h i c k n e s s of the line indicates the extent of need. 
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6.4 INTERDEPARTMENTAL PROBLEMS AND CONFLICTS 
6.4.1 Types of Problems and Conflicts 
The interdepartmental issues in the focal departments will be determined 
through qualitative arid quantitative information from all the interviewees. The 
information is summarized into pairwise comparison. Exhibit 9 shows the issues 
encountered in two parties. Note that the content in the left column indicates the 
issues perceived by the department in the left hand side, and the same for the right 
hand side. The positive sign in each issue indicates that positive result arises whereas 
the negative sign indicates the associated negative result. 产 
The problems raised by the Marketing staff are originated from the job nature 
of the department. It just acts as staff responsibility so that it possesses less power 
with respect to the other departments. Also, as it provides mainly information and 
promotional supports to the others, it naturally cannot get emphasis by them. On the 
other hand, the problems perceived by the other departments are based on several 
facts. Firstly, Marketing Department gets limited resources and somewhat overload 
responsibility. The three other departments are supported by the three employees, 
including the Marketing Manager who is also responsible for supporting other 
departments in the Carrier. Marketing is also required to handle inventory control 
and other small 
matters in the company. As complaint by the other departments, 
information system in the Marketing Department is not so good as to provide 




















































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































































proposed is the insufficient communication between Marketing Department and 
the Carrier manufacturers to renew the new and modified product information. 
After the split of the Systems Sales Department, the job responsibilities of 
the two new ones have not been clearly identified. As the interviewer learned 
during the survey, job allocation problems arise due to no job description for 
them. 
For the Dealer Department, the common problem with Engineered 
Systems and Systems Sales is the insufficient communication. It may be because 
Engineered Systems came from Systems Sales and the latter department has goal 
conflict with Dealer Department. Consequently, Dealer salespersons^would like 
to protect themselves by restricting information exchange. Another consequence 
of the split of the Systems Sales is the perception of biases in the Engineered 
Systems toward its parent department. 
6.4.2 Seriousness of Issues 
Next, the seriousness of the problems will be summarized by using the 
quantitative responses in the four questions. These four questions are: 
During the past three months, 
1. to what extent did individuals in this other department hinder your 
department in performing its function? 广 
2. to what extent did your department encounter interruptions or 
delays to the normal flows of work, resources, or services from this 
other department? 
41' 
3. how often were there disagreement or disputes between people in 
your department and this other department? 
4. how often did exceptions or problems arise in sending or receiving 
work, resources, or services to or from this other department? 
Exhibit 11 compares the average perception of the situations by the 
departments in a pairwise way. The value shown below the capital letter indicates 
the mean of the responses from the department with the same leading letter. For 
example, the values under M-E in Q.l are 3.0 and 1.4 respectively. Then the 
average perception of Marketing staff on Engineered Department iri Q. l is 3.0 
whereas 1.4 for the reverse. The seriousness of the situations goes from 1 to 5. 
From the data listed in the Exhibit 11，except the case of Marketing versus 
Dealer Sales, the seriousness of the problems based on the four questions is so 
mild that affects slightly the normal operations of the individual department and 
cause little conflicts between each other. Marketing Department that finds Dealer 
Sales to cause greatest hindrance to its normal operation may be attributed to its 
additional responsibility for assisting in dealer development planning. Thus, it has 
to spend more time for this department Engineered Systems Department is found 
to have least seriousness in problems and conflicts with the other departments. 
It may be because the department is quite effective to be an intermediate for the 
other ones. Besides, although Systems Sales and Dealer Sales have goal conflicts, 
the extent of seriousness is found to be quite low. It can be reasoned that the 
little communication and interactions between them contribute to the conflict 






















































































































































































































departments, the extent of seriousness of these problems is not quite high whereas 
the advantages after the reorganization may be favorable enough to offset some of 
the conflicts. 
6.5 COORDINATION AND CONFLICT RESOLUTION 
It is now investigated how the departments coordinate their tasks and how 
they solve their interdepartmental problems and conflicts. Exhibit 12a shows the 
average frequency and relative proportion for each department using coordination 
by written forms, face-to-face discussions, telephone calls, and group meetings with 
other departments. Again, Exhibit 12b tabulates the average frequency and relative 
proportion for each department using different resolution styles, similar as those 
suggested by Blake and Mouton (1964)，with respect to the problems and conflicts 
with the other departments. Same layout as Exhibit 11 is used here except that the 
upper value in each block represents the average frequency whereas the lower one 
indicates the relative proportion. The relative proportion of a certain item is 
calculated by dividing its average scale by the sum of the average scales of the four 
means of coordination or styles of conflict resolution. 
Note that the scale for the frequency of the use of the means of coordination 
(styles of conflict resolution) is represented as follows, for the past three months, 
T : 1-2 Times (Almost Never); r 
"2" ： Several Times (Seldom); 
44 
"3" : Every Monthly (About Half The Times); 
"4" : About Weekly (Often); 
"5" : About Daily (Almost Always). 
From the Exhibit 12a and Exhibit 12b shown, the Marketing staff most often 
uses telephone calls to communicate with the other departments and resolves 
interdepartmental issues by higher level manager, i.e. the Marketing Manager. On 
the other hand, the employees of the other departments usually discuss personally 
with Marketing staff. The phenomenon arises because Marketing Manager always 
take initiative to communicate with the managers/heads of the other departments 
and then contact with the employees who are involved in a certain project. In such 
case, the issue raised by the Marketing staff that there is a lack of communication 
with lower level employees of the other department is quite consistent with their 
means of communication since they have to go through two steps in order to contact 
the employees. Currently, the communication problem is attempted to be solved by 
setting up a regular meeting that includes the Marketing staff and the lower level 
employees in the other departments. Participants in the meeting may exchange 
information and raise their complaints with each other. It, thus, leads to a better 
communication between Marketing and lower level employees of the other 
departments. However, someone perceives an inadequacy in the meeting that few 














































































































































































































































































































































































































































































































































































































































































































































Next, it is found that personal face-to-face discussions occurs most often in the 
Engineered Systems, Systems Sales and Dealer Sales. The main reason is attributed 
to the clustering of the three departments. The physical layout for the four 
departments is shown in Exhibit 13. However, group meetings are not open 
frequently in comparing with personal face-to-face discussions, especially with the 
Marketing staff. It may imply that the quotation strategy for a project tender is 
devised mainly by the Engineered Systems heads who use the fragmented information 
t 
by the other departments. Without the group discussion with the Marketing and sales 
departments, the strategy may not be good enough to fit both of the departmental 
and corporate needs. It, therefore, has been complaint that the marketing plan is 
always altered during implementation and the quotation strategy tends to be biased 
toward Systems Sales. 
A potential conflict may also occur, said by Argyris (1964) and Dalton (1959), 
when the other departments think that their critical decisions are made by the 
Engineered Systems which has same status as them. Nevertheless, the conflict is 
found not to be so large because Engineered Systems Department always discusses 
openly and separately with the Sales Departments involving the managers to made 
decisions. It should also be noted that the frequency in seating the group meeting 
with the Engineered Systems is higher in Systems Sales than in Dealer Sales. 
Therefore, complains about insufficient communication and cooperation are raised 
between Engineered Systems and Dealer Sales. r 
The same situation is found between Systems Sales and Dealer Sales. The 
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Exhibit 13: The Physical Layout of the Four Departments 
E N G | N E E R E D | DEALER~~~ 
GENERAL MARKETING SYSTEMS SALES 
__MANAQFH MANAQFR MANAGER MANAGER 
•、，‘ r — — — — p - — - — - — 
MARKETING ENGINEERED SYSTEMS DEALER 
PERSONNEL SYSTEMS SALES SALES 
PERSONNEL PERSONNEL PERSONNEL 
\ ', • ‘ . •！ . . ‘ “ . “ ‘ . 
overall frequency of any kinds of communication is rather lower than those in the 
other pairs of departments. It is attributed to the goal conflict between them. A 
restriction of communication is used in an attempt to prevent disclosure of any 
valuable information to the other one. The result confirms the assertion proposed by 
Deutsch (1949, 1973，1980) and Tjosvold (1986) such that the departments with goal 
conflict turn out to have insufficient communication, cooperation and information 
exchange. 
The conflicts between the two sales departments are more likely managed by 
their managers. It is a better style than smoothing as they make mutual agreement 
with each other even though their goal conflict leads them into a competitive 
dependence. Here, a fundamental resolution of this conflict requires a change of 
reward and/or job design (Blau and Scott 1962). 
The most favorable fact in the conflict-resolution style is that all of them 
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infrequently use ignoring. It thus may prevent from intensifying the conflicts 
encountered before they are resolved. 
6.6 OUTCOME OF THE INTERDEPARTMENTAL RELATIONSHIPS 
In this section, three different perceptions on the interdepartmental 
relationships are investigated. These perceptions include the productivity, 
effectiveness, satisfaction level on the relationships between each pair of the focal 
departments. The overall value is the average of the first three perceptions. Exhibit 
13 displays the individual results as well as the overall average, in which the smallest 
number of scale, ' l", indicates the lowest extent to the perception of relationships 
whereas the largest number，"5"，shows the greatest extent. 
In comparison with the other two departments, Marketing is not satisfied the 
relationship with Systems Sales most. It is reasoned the Marketing staff dislike the 
reactive role played by the Systems Sales Department in exchange of information. 
Nevertheless, the extent is not so high that it just indicates rooms for improvement 
for both parties in communication. Another fact is that the Marketing staff over-
estimate the goodness of the relationship with the Dealer Sales since what the 
salespersons consider are lower in all three aspects than those thought by the staff. 
Thus, the Marketing needs to improve its supporting activities for the Dealer Sales, 
as well as the Systems Sales. , 
Engineered Systems Department is a successful set-up because so far it relates 
49 
with the other departments quite well. A discrepancy is found in the satisfaction level 
between it and Dealer Sales. One of the causes comes from the quotation strategy 
such that Dealer Sales persons regard that there are biases against them. The cause 
may be evidenced by comparing the overall perception on the relationships 
responded by the Systems Sales (4.2) and by the Dealer Sales (3.5) with the 
Engineered Systems. Another fact is found to be an inadequate involvement with the 
Dealer Sales in the evolution of the quotation strategy. 
The lowest overall and breakdown perceptions on the relationship between 
the two sales departments evidence their job nature of goal conflict and competitive 
dependence. From the data shown, Dealer Sales persons Hisguise the 
interrelationship relatively greater. The situation may be attributed to the past loss 




































































































































































































































































7- CONCLUSION AND RECOMMENDATION 
j[n view of the data and analyses presented in the last chapter, several facts 
about the four focal departments can be summarized. First, the four departments, 
especially the Engineered Systems and the two sales departments, are highly 
dependent on each other. While Marketing is required to provide information and 
promotional supports to the other departments，the latter should also offer up-to-
date marketing information to the former. Engineered Systems Department 
controls the decision making power of devising the quotation strategy for the sales 
departments. In contrast, the reliability and timely responses of the information 
from the sales departments affect the effectiveness of the strategy. A highly 
competitive dependence between the two sales departments causes them more or 
less to value the actions of the other. A network structure is therefore formed. 
Except in the case of the two sales departments, the communication among 
the four are quite good. Goal conflict, in fact, separates the two department apart. 
However, most of the employees have the willingness to get the work done in an 
effective way. Besides, the establishment of the Engineered Systems is a very good 
setup since it can act as intermediate to resolve the conflict arisen between the 
two sales departments. Although it determines the quotation strategy for the sales 
departments, its highest head, General Manager of Business Development, has 
the required legitimate power to execute the policy. So long as the decision is 
made by the person with higher status, fewer conflicts will be perceived in the 
quotation strategy. Nevertheless, the Engineered Systems should take care of the 
needs of the two sales departments by better consulting their ideas in arriving the 
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final quotation strategy. No commitment will be made during the implementation 
if the strategy incorporates no voice of the two departments. 
The most serious problem comes from the goal conflict between the sales 
departments. The nature of competitive dependence raises difficulty for them to 
achieve the corporate goals. Even though they know they should more collaborate 
and coordinate, no one would like to take initiative. A consequence is that they 
attempt to suboptimize their department goals. I l i e Engineered Systems may not 
prevent it from happening no matter how much effort it pays as the salespersons 
may manipulate the information before submitting it for making quotation 
strategy. It is difficult to justify the information as the Marketing does not have 
a good enough information system and it should also rely on their feedback. 
Currently, Engineered Systems Department seems to contact the two sales 
departments separately for sharing of information during tender stage. It, 
however, cannot tap enough inputs of plus and minus from the two departments 
in the development of quotation strategy, since little open discussions about their 
individual ideas are established. ‘ 
* Next, 
some recommendations are proposed according to the situations 
facing each of the four focal departmetns. A final verification is performed to 
compare these recommendations with those, listed in the Exhibit 14，given by the 
employees during the interviews. 
7.1 RECOMMENDATIONS FOR THE MARKETING DEPARTMENT 
The Marketing Department is complaint of providing insufficient and slow 
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marketing supports to the other departments, even though the complaints are not 
so serious, as shown in the Exhibit 11. Several steps may be taken so as to 
improve its quality of supports. Firstly, the Marketing Department should 
establish a user-friendly system for storing marketing information. All information 
in product, pricing, competitor and other marketing issues is edited and updated 
into the system. The collection of up-to-date information requires the Marketing 
to tap more sources of inputs rather than rely only on the feedbacks from the 
salespersons. Better communication with the Carrier manufacturers and 
customers, such as independent contractors and dealers, also helps the marketers 
to know current information about new and modified products. Consequently, 
employee who wants to get information about his project is just required to enter 
a certain commands to generate hard-copy report through the system. It lets the 
Marketing staff relieve some of their work loads as well as the other departments 
get sufficient, up-to-date and timely information. 
Two complaints are respectively raised by the employees of the Marketing 
and the other departments such that the latter are considered not to value the 
marketing functions and offer little cooperation to the Marketing whereas the 
former is thought to provide insufficient technical support and little marketing 
analysis. These conflicts may be resolved by two means. The lower status of the 
Marketing perceived by the others can be enhanced by providing something 
critical to their success. For the salespersons, marketing analysis is essential to 
them but cannot be developed by them due to time constraint and restricted job 
responsibility. Therefore, it is recommended the Marketing should conduct more 
marketing analysis to the others. It should include analyses in trend, competitor, 
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government regulation and other environmental changes. All these are found, as 
shown in the Exhibit 5，to have rather unclear strategies to respond. Once the 
Marketing can control the contingencies of the other departments, it naturally can 
.•、•知” 
work well with them based on the same status of power. As a result, provision of 
marketing analysis is beneficial to all the departments involved and contribute to 
better cooperation. 
Since there are only three Marketing staff working for the three other 
departments, it is unlikely for them to conduct effective and enough marketing 
analysis under heavy work loads. Thus, the department should be either allocated 
more resources (eg. marketing staff) or removed its role in invento^‘ control, 
which is somewhat unrelated to the marketing responsibility. If more resources 
are allocated to the Marketing Department, it is expected that both marketing 
analysis and other supports can be better offered. So long as its job responsibility 
is clarified, inventory control may also be managed effectively by setting up an on-
line system. On the other hand，switching its role in inventory control to other 
department personnel is necessary for it to provide marketing analysis if no 
additional resources are offered. 
Finally, Carrier should set up a formal communication between the 
Marketing and the other focal departments. The current meeting between the 
Marketing staff and other lower level employees in the other focal departments 
should continue. Further efforts must be exerted such t h a f any valuable 
suggestions in the coordinative activities among them should be sincerely 
considered as starting points for improvement. Also, Marketing Department 
should take part in the meeting during the development of the quotation strategy 
55' 
so that the short term strategy follows the long term marketing plans. Based on 
better marketing analysis, the marketing plans devised are expected to have 
greater contribution to the achievement of the company goals. Therefore, close 
monitor and evaluation of the implementation of the marketing plans are 
necessary. 
7.2 RECOMMENDATIONS FOR THE ENGINEERED SYSTEMS 
It is seen in the Exhibit 11 that all other departments are basically satisfied 
with the establishment of the Engineered Systems. It implies that it is f successful 
setup to facilitate the interactions among the others. Thus, a continual role should 
be played by the department. 
High task interdependence is found in the Engineered Systems and the two 
sales departments. It necessitates the three departments to work as a team in 
order to fit the needs of tremendous interactions during the development of 
quotation strategy (Dutton and Walton 1966). As the role playing by Engineered 
Systems is an intermediate, it should emphasize more on supporting the two sales 
departments and try to make unbiased decisions. A past suffering of the Dealer 
Sales is that price discount was sometimes offered to independent contractor 
without informing the department. It, then, pushed the department into an 
unfavorable position in competing for a project tender. To prevent the case from 
happening, Engineered Systems should follow a strict policy in setting product 
prices to both independent contractors and Carrier dealers. No secret discount is 
allowed again. The fair discretion may contribute to an improvement of working 
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relationships among the three departments. An effective working relationship is 
essential for them to work as a team to achieve the company goals. 
Due to the recent reorganization, it is found that unclear job responsibility 
exists among the three departments. This ambiguity leads to unnecessary conflicts 
and gives rise to a perception of unbalanced work loads to the employees who 
have to take more responsibilities. Hence, written job description and oral 
explanation are required to clarify the role of each department (Harrision 1976). 
Besides，a threat exists so long as the General Manager of Business 
Development oversees both of the Engineered Systems and Systems Sales. Dealer 
Sales may mispercieve that the quotation strategy tends to be biased^against its 
department. Moreover, the vacant position of the Systems Sales Manager 
probably leads to unbalanced power between the two sales departments. 
Consequently, the company should first fill the vacant position and let the 
General Manager direct the Engineered Systems and the two sales departments 
(Thompson 1967, and Lawrence and Lorsch 1967). 
7.3 RECOMMENDATIONS FOR THE SALES DEPARTMENTS 
Similar argument as in the previous section, working as a team is necessary 
to the two sales departments. However, their nature of goal conflicts would repel 
them from working in.open discussion effectively because the conflicts lead them 
into competitive dependence. Working as a team requires their dependence to 
change from competitive to cooperative one. The change can only be carried out 
by removing their goal conflicts. While these goal conflicts come from their 
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incentive system, the removal can thus be performed through adjustment of the 
system. As the team includes Engineered Systems, a group incentive system 
should be granted for all the three departments (Pondy 1969). This group 
incentive should be based on the accomplishment relative to the sales quota 
allocated the entire group. The group incentive, however, should not be higher 
than individual commission as sales efforts are critical to their business and 
salespersons have to be motivated individually. Nevertheless,' the establishment 
of the group incentive may reduce the extent of the goal conflicts between the 
sales departments. Better cooperation will be expected. 
More suggestions are to set up formal meeting and social activities for the 
\ 
focal departments. The formal meeting is used to facilitate mutual discussion on 
interdepartmental issues whereas the social activities let them have more informal 
contacts and reduce certain amount of hostility with each other. However, if the 
goal conflicts between the sales departments still exist, the setups will just lead to 
confrontation and arguments within the company. 
Next, the previous recommendations drawn " f rom the analyses are 
compared with those proposed by the employees during the interviews. The latter 
is displayed in the Exhibit 14. It can be seen that the recommendations listed 
encompassed every coordinative problem encountered by the four departments. 
Since the employees are quite clear about their interdepartmental problems and 
derive their own means to solve them, their recommendations are very consistent 
with those offered in the previous illustrations. But, the employees have not taken 
initiative in altering the situation of inadequate coordination and cooperation 
'；：:；)•'.
 a m ( ) n g the departments even if they realize their recommendations can help 
58' 
resolve the conflicts. Here, it suggests that interdepartmental issues may not occur 
by merely assuming the employees to take proactive remedial actions. Rather, the 
top-management is required first to act on the issues via modifying structure, 
system and control.. 
Exhibit 14: Employee Recommendation on Conflict Resolution 
Department Recommendation by the Interviewees � ! 
Marketing 1. Improve the information system for technical and 
marketing issues; 
2. Provide oral and hard-copy information; I 
3. Expand sources of marketing information; 
4. Better communicate with the Carrier manufacturers; ！ 
5. Provide marketing analysis; 
6. Contact dealers personally; 
7. Set up formal communication channel; ! 
8. Better control and evaluate marketing plans; f 
9. Improve inventory control/remove its role; 
10. Better clarify job responsibility; 
11. Assign more resources(eg. number of staff); \ 
Engineered 1. Work as a team with the sales departments; 
Systems 2. Better clarify job responsibility with the sales departments; r 
3. Emphasize more on support; — 
4. The General Manager should not oversee the Systems 
Sales Department; 
5. Keep price differentiation constant for Carrier dealers; 
6. Inform Dealer Department when it 呂ives price discount to 
independent contractors; | 
Systems 1. Work as a team with Engineered Systems; 
S a l e s 2. Better clarify job responsibility with Engineered Systems; 
& 3. Set up formal communication with the other sales 
Dealer department; 
S a l e s Establish a single budget for the sales departments; 
I I 5. Provide social activities for the two sales departments. 
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7. DISCUSSION OF THE STUDY 
The discussion here will summarize the outcomes of the interdepartmental 
issues in the Carrier (Hong Kong) Limited, Several facts will be raised and each 
of them is based on the phenomenon occurred in the study of the four 
departments illustrated in the previous chapter. Then, the corresponding methods 
are proposed to improve the situations. Note that as the study is not broad 
enough, the facts and methods proposed has to leave for further judgement. 
The first fact is described as follows: . 
Fact 1: A supporting unit has lower status than a line unit even 
though they belong to the same level of hierarchy in the 
company. 
This fact comes out because the decision making power always lies on the line 
unit and the supporting unit may only provide something useful for decision 
makers, but whether they use or not cannot be enforced by the supporting unit. 
It results in a lower status of importance for the supporting unit. The fact can be 
evidenced by the Marketing Department which is found to be belittled by the 
Engineered Systems and sales departments. However, the situation may be altered 
through the method suggested below: 
Method 1: The low status of the supporting unit can be raised up by 
r 
providing something critical to the achievement of the goals 
of the line unit. 
Through this method, the supporting unit, in fact, can control the success of the 
line unit. Even if the decision making power rests on the line managers, their 
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performance is determined by the usefulness and timeliness of the supports. A 
direct consequence is that the line unit must value the provisions from the 
supporting unit, which in turn lead to a rise in its status. 
A second fact is related to the interunit conflict and is stated as follows: 
Fact 2: Conflicts in task allocation arises when the job descriptions 
between the units involved in a reorganization have not been 
clearly identified. 
Employees have inertia to resist change. If job descriptions are unclear for the 
reorganized units, the employees，tendency to work in the past patterns lead them 
difficult to adapt to the new fashions even in a small matter. This situation 
happens after the split of the Engineered Systems from the Systems Sales. The 
ambiguity in job allocation causes frustration and conflict between them. An 
obvious method to solve it is proposed. 
Method 2: Clear and detailed job descriptions of the reorganized units 
are required before the reorganization is carried out. 
^.. 
It must be emphasized the word "detailed" here. I t ' i s known that any job 
overlapping may give rise to interunit conflict. Therefore, the job description must 
be clarified in details so as to ensure no ambiguity exists. If some of the job 
descriptions are improper to be written in document, oral instruction must be 
clearly announced to the employees of the units. 
Another fact is concerned about the power status of an intermediate acting 
between two competing units.' 
Fact 3: An intermediate with lower legitimate power is unable to 
resolve the conflicts between the competing units. 
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Power struggle is the means employed by two competing units in order to get 
advantages from the other. Thus, their conflicts cannot be pushed down by an 
intermediate with lower power than they have. In order to relieve their conflicts, 
the intermediate must possess greater power than the two competing units. For 
example, little conflicts are found when Engineered Systems Department acts as 
the intermediate for the two sales departments to make quotation strategy. The 
main reason is that the highest superior overseeing the determination of the 
strategy is the General Manager of Business Development who has higher 
legitimate power than the heads of the sales departments. Therefore, Method 3 
follows: 
Method 3: The intermediate unit must possess higher legitimate power 
than the heads of the competing units in order to effectively 
resolve the encompassed conflicts. 
The another fact concludes from the goal conflicts between two units and 
it is stated as follows: 
Fact 4: Goal conflicts between two units can distort their effective 
working relationship even though it is essential for 
achieving the company goals. 
In other words, goal conflicts cause the two units to strive for the their own unit 
goals. This fact can be evidenced from the conflicting situation prevailing over the 
Systems Sales and Dealer Sales Departments. Although they recognize the need 
to cooperate to achieve the company goals, their goal conflict separates them 
apart and lead them unwilling to share competitor information. The following 
method can be used to solve the conflict. 
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Method 4: The goal conflicts can be relieved by changing the reward 
system for the units. 
The reward system is required to alter their conflicting situation into cooperative 
one. Specifically, the individual commission system for the Systems and Dealer 
salespersons should be modified in such a way to improve their cooperative 
dependence by incorporating group incentive for both departments. 
In fact, some more issues may be raised by the study of the company. 
However, more justifications are needed to be done to verify their validity. The 
propositions, thus, end up to have four only. Additional viewpoints rest on further 
study on the interdepartmental issues.. 
A final fact is concerned about the employee behaviour'toward the 
improvement of the coordiantion and cooperation. 
Fact 5: The employees in the interdependent units tend to take 
reactive actions under their contemporaiy settings even 
though they realize the means to resolve their conflicts. 
The fact implies that the employees are reluctant to resolve the interunit conflicts. 
They prefer keeping their current situations to proposing compromise to the other 
units. For example, although the employees of the focal departments in the 
Carrier know clearly how to tackle with their interdepartmental conflicts, few 
proactive actions are taken by them. Nevertheless, these emotional barrier can be 
dismantled by the following method: 
Method 5: Top management should get reliable feedback from the 
employees in order to take initiative to manage the interunit 
conflicts. 
Three points must be highlighted here. Firstly, the feedback must be obtained 
r 
from the employees involved in the conflicts because their responses can help the 
top management understand- the actual problems and facilitate the resolution. 
Next, the information obtained must be reliable. It can be accomplished by using 
anonymous survey from the employees of the units involved. Lastly, it is essential 
to have the top management to take intiative for facilitating the interunit change. 
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Their commitment to the change can enforce the implementation by the 
employees. 
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This survey is mainly to study the current interaction and coordination situations 
among the Sales and Marketing Departments. Each employee under those departments 
is requested to answer the enclosed questions. Your responses will be strictly 
confidential. Feedback of the aggregate results will be provided later. Your cooperation 
and reliable answers can help you generate useful information about current 
interdepartmental coordination. This information will be analyzed to produce a complete 
report with some recommendations. 
Prepared by 
Tso Sek-kwong, Tony 产 
Master of Business Administration 
Chinese University of Hong Kong 
Approved by 
Jennifer Lesser 
Human Reisources Manager 
North East Asian Region 
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OVERALL ORGANIZATION CONTEXT AND STRUCTURE 
Organization Age and History 
1. How many years has the company been in existence? 





Organization Domain Type 
1. What types of functions does the company perform? 
2. What types of products/services does the company render? 
3. How large is the population the company serves for? 
4. What markets does the company serve for? 
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Organization Size 
1. How many fall-time employees are working in the company? 
2. How many part-time employees are working in the company? 
Vertical Differentiation 
1. How many hierarchical levels are in the company? 
Horizontal Differentiation 广 
' ' N , 
1. How many different job titles are there? 
2. How many departments are there? 
Spatial Differentiation 
. ‘ • 
1. How many different geographical locations where the company operates? 
Administrative Intensity 
1. How many department managers are there? 
2. How many non-managers are,there? 
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Domain Complexity 
1. How many different products or services does the company render? 
2. How many different markets and geographical territories in which the company 
operates? 
/ V. 
3. What is the heterogeneity of client that the company attempts to serve? 
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Domain Uncertainty 
1. Consensus of goal priorities 
Please rank-order the relative importance 
of the following goals by writing a next to 1 = Most 
the most important goal, "2" next to the second ： 
important goal, etc. 6 = Least 
Important 
Goal Description Goal Ranking 
1. Achieve 1991 plan - margin target ��� 
2. Achieve 1991 plan - sales target 
3. Achieve 1991 plan - bookings target — . 
4. Improve sales/marketing departments — ^ 
communication 
5. Improve customer satisfaction • 
6. Control operations within budgeted limits 
r" 
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2. Clarity of strategies to respond to environmental events 
Under the headings below, list the To what extent do you have a 
one or two major events (if any) that clearly developed strategy to 
affected or changed the internal operations deal with each event? 
of your department during the past year. 
Very Very 
Unclear Clear 
1 2 3 4 5 
/ 
a. Events in the political and economic 
conditions 
(1) Gulf War 1 2 3 4 5 
(2) Reopening of China 1 2 3 4 5 
b. Events in the customer side 
(1) Customer complaints 1 2 3 4 5 
(2) Late bill payment 1 2 3 4 5 
c. Events in the competitors 
(1) Government new regulation 1 2 3 4 5 
(2) New product launch 1 2 3 4 5 
d. Events within your company 
(1) Sales Departments reorganization 1 '12 3 4 5 
(2) Change of personnel 1 2 3 4 5 
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Basic Identification Variables 
1. Name of Department in which you work: 
2. Write your job title, or position: 
3. State as clearly as possible the reasons why your department had to coordinate 
I -
or work with the other departments stated below during the past three months. 
Please write down the main duties of your own department under the lines 
specified below the name of your department. 
“Marketing Department: 
Systems Sales Department: 
. ‘ ‘ 
Engineered Systems Department: 
r" 
Dealer Sales Department: 
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Answer the following questions for other department 
individually by writing in the appropriate column , 
the most accurate number from the answer scale Systems Engineered Dealer 
for each question. Marketing Sales Systems Sales 
Answer scale for Questions 4 to 7: Not At A Some- Quite Very 
All Little what A Bit Much 
1 2 3 4 5 
For Questions 4 to 7，during the past three months, 
how was your department involved with this other 
department for each of the following reasons: : 
4. To receive or send work or clients ( eg” 
customers, raw materials, or work objects)? 
5. To receive or send resources (money, personnel, , , 
equipment, office space)? _ _ _ 
6. To receive or send technical assistance 
(eg. consultation or staff services in 
j . ,‘ . � 
functional areas)? 一 
To receive or send information for purposes 
of coordination, control, planning, or evaluation? 
8. Prior to the past three months, to what extent has your Consid-
department had effective working relationships with No Little" Some erable Great 
this other department? Extent Extent Extent Extent Extent 
(Use the answer scale on the left) _1 2 3 4 5 
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Interdepartmental Resources Dependence 
Answer the following questions for other department 
individually by writing in the appropriate column 
the most "accurate number from the answer scale Systems Engineered Dealer 
for each question. Marketing Sales Systems Sales 
Answer scale for Questions 1 to 2: • Not At A Some- Quite Very 
All Little what A Bit Much 
1 2 3 4 5 
1. For this other department to accomplish its goal and 
responsibility (eg. sales target, account development, 
promotional support, etc) how much does it need the 
services, resources, or support from your department? 一 _ _ ... 
2. For your department to accomplish its goals and 
responsibilities, how much do you need the services, 
resources, or support from this other department? _ 一 
Answer Scale for Questions 3 to 4: Not Rather Quite Very Absolutely 
Important Important 
1 2 3 4 5 
3. How important was this other department in attaining 
the goals of your department during the past 6 months? . . . y ^ _ 
4. How important was your department in attaining the 
goals of this other department during the past three 




Answer the following questions for other department 
individually by writing in the appropriate column 
the most accurate number from the answer scale Systems— —Engineered Dealer 
for each question. Marketing Sales Systems Sales 
1. For how many years has your department been 
directly involved in some fashion with this 
other department? _ _ Y r s Yrs _ _ _ Y r s - Yis 
Answer Scale for Questions 2 to 4: Not At A Some- Quite Very 
All Little what A Bit Much 
1 2 3 : 4 5 
2. How well informed are you about the specific 
r. . . . ' , .. .. • • ‘ ’ .: . . v 
goals and services of this other department? 一 _ 
3. How well informed are this other department about 
the specific goals and services of your department? _ _ 
4. How well are you personally acquainted with the 
contact person in this other department? _ _ _ _ _ 
. 
5. How many years have you personally known the 
contact person in this other department? Yrs Yrs Yrs Yis 
t" 
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Interdepartmental Consensus/Conflicts • 
Answer the following questions for other department 
individually by waiting in the appropriate column 
the most^accurate number from the answer scale Systems Engineered Dealer 
for each question. Marketing Sales Systems Sales 
Answer scale for Questions 1 to 3: Agree Agree 
Don't Disagree Agree Agree Quite Very 
Know Much Little Rather A Bit Much 
0 1 2 3 -4 5 
For Questions 1 to 3，how much do you and a 
particular contact person of this other 
department agree or disagree on: 
1. The goal priorities of your department? 
2. The specific ways work is done or services are 
provided by your department? _ — 
3. The specific terms of the relationship between your 
department and this other department? — 
Answer scale for Question 4: Consid-
Don't To No Little Some erable Great 
Know Extent 一 一‘ Extent 
0 1 2 3 4 5 
4. To what extent did individuals in this other 
department hinder your department in performing 
its functions during the past three months? ____ — _ 
Answer scale for Question 5: About About About Several 
Not Once A Every 2 Once A广 Times Every 
Once Month Weeks Week A Week Day 
0 1 2 3 4 5 
5. During the past three months, how often were there 
disagreement or disputes between people in your 
department and this other department? _ 
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Methods of Conflict Resolution 
Answer the following questions for other department 
individually by writing in the appropriate column 
the most accurate number from the answer scale Systems ^ Engineered Dealer 
for each question. Marketing Sales Systems Sales 
Answer Scale for Questions 1 to 4： Almost About Half Almost 
Never Seldom The Time Often Alwa>s 
1 2 3 �� 4 5 
For Questions 1 to 4，when these disagreement or 
disputed occurred, how often were they handled in 
each of the following ways during the past three 
months? 
1. By ignoring or avoiding the issues? 
2. By smoothing over the issues? 
3. By bringing the issues out In the open and working 
them out among the parties involved? 
4. By having a higher level manager or authority 
resolve the issues between the parties involved? 
78' 
Interdepartmental Domain Similarity 
Answer the following questions for other department 
individually by witing in the appropriate column 
the most'accurate number from the answer scale Systems Engineered Dealer 
for each question. Marketing Sales Systems Sales 
Answer scale for Questions 1 to 5: Consid-
Don't To No Little Some erable Great 
Know Extent � � E x t e n t 
0 1 2 3 4 5 
For Questions 1 to 5, to what extent does this 
other department: 
1. Do the same kind of work as your department does? ____ _ _ _ _ _ _____ 
2. Have the same clients or customers as your department? 
( 3. Have operating goals similar to your department's 
goals? 
4. Have employees with similar professional or trade 
skills as those required of personnel in your 
department? 
5. Use the same technology, equipment, or information 
sources as your department in doing its work? 
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Interdepartmental Communication 
Answer the following questions for other department 
individually by writing in the appropriate column 
the mast accurate number from the answer scale Systems Engineered Dealer 
for each question. Marketing Sales Systems Sales 
Answer scale for Questions 1 to 4: About 
Not 1 - 2 About Every About About 
Once Times Monthly Weekly Daily 
0 1 2 3 4 5 
For Questions 1 to 4, how frequently did your .. 
department communicate with this other department 
through each of the following ways during the past 
i three months? 
I . 
1. Through written letters, memos, or reports of any 
kind? _ _ _ 
2. Through personal face-to-face discussions? 一 
3. Through telephone call? 
4. Through group or committee meetings between 
people from your department and this other 
department? ’一 一 
5. During the past three months, what percent of your 
total working hours did you spend on matters 
directly related to the operations, work, or projects 
of this other department? % % % % 
6. In general, what percent of all these communications 
with this other department were initiated by people r 
in your department during the three months? % % % % 
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Answer the following questions for other department 
individually by writing in the appropriate column 
the most accurate number from the answer scale Systems Engineered Dealer 
for each question. Marketing Sales Systems Sales 
Answer Scale for Questions 7 and 8: No Very 
Contact None Little Some A Bit Much 
_ 0 1 2 3 4 5 
7. When you wanted to communicate with individuals in 
this department, how much difficulty have you had 
getting in touch with them? _ _ _ _ � __一 
8. Overall, how much difficulty do you experience in 
getting ideas clearly across to individuals in this 
other department when you communicate with them? 
. , ‘ ' 
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Interdepartmental Resource Flows 
Answer the following questions for other department 
individually by writing in the appropriate column 
the most accurate number from the answer scale Systems Engineered Dealer 
for each question. Marketing Sales Systems Sales 
During the past three months, 
1. What percent of all the work done by your 
department came from this other department? % _ % _ _ _ % % 
2, What percent of all technical assistance and services 
did you receive from this other department? % % % % 
3‘ What percent of all the work completed by your 
department was sent to this other department? _ % . % __一％ % 
4. What percent of all resources allocated by your 
department was given to this other department? % % % % 
5. What percent of all person-hours of technical 
assistance or services provided by your department 
was given to this other department? % % % % 
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Variability of Resource Flows 
Answer the following questions for other department 
individually by writing in the appropriate column 
the most—accurate number from the answer scale Systems Engineered Dealer 
for each question. Marketing Sales Systems Sales 
1. During the past three months, how much About 
were the same things (eg. resources, Almost Mostly Half Mostly Almost 
materials or services) each time they The Same The Same The Same Different Different 
were sent to or received from this 2 3 4 5 
other department? 
(Use answer scale on the left) ^ 
Answer scale for Question 2: Several 
Not 1 - 2 About Every About Times 
Once Times Monthly Weekly Daily A Day 
0 1 2 3 4 5 
2. During the past three months, how often did 
exceptions or problems arise in sending or 
receiving work, resources, or services to 
or from this other department? . _ — 
3. To what extent did your department encounter To No Little Some Much Very Great 
interruptions or delays to the normal flows Extent Extent 
of work, resources, or services from this _ J 2 3 4 5 
other department during the past three months? 
(Use answer scale on the left) 
jT" 
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Formalization of Interdepartmental Relationship 
Answer the following questions for other department 
individually by writing in the appropriate column 
the most.accurate number from the answer scale Systems Engineered Dealer 
for each question. Marketing Sales Systems Sales 
Answer scale for Questions 1 and 2: Consid-
Don，t To No Little Some erable Great 
Know Extent ' � E x t e n t 
J - 1 _ 2 3 4 
For Questions 1 and 2，to what extent have the terms 
of the relationship between your department and this 
other department: 
1. Been explicitly verbalized or discussed? � 
2. Been written down in detail? 
Answer scale for Questions 3 and 4： Consid-
Don't To No Little Some erable Great 
Know Extent Extent 
- -Q_：__1 2 3 4 S 
For Questions 3 to 4, to coordinate activities with ‘ z " 
this other department during the past three months, 
to what extent: ‘ 
3. Have standard operating procedures been established 
(eg., rules, policies, form, etc)? 
4. Are formal communication channels followed? 
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Interdepartmental Influence 
Answer the following questions for other department 
individually by \witing in the appropriate column 
the most-accurate number from the answer scale Systems Engineered Dealer 
for each question. Marketing Sales Systems Sales 
Answer Scale for Questions 1 and 2: Quite Very 
None Little Some A Bit Much 
1 2 3 4 5 
1. How much say or influence does your department 
have on the internal operations of this other 
department? . 
2. How much say or influence does this other 
department have on the internal operations of 
your departments? '• _ 
Answer scale for Questions 3 and 4; Consid-
Don't To No Little Some erable Great 
Know Extent Extent 
0 1 2 3 4 5 
3. During the past three months, to what extent has your 
department changed or influenced the services or 
operations of this other department? _ _ 
4. During the past three months, to what extent has this 
other department changed or influenced the services 
or operations of your department? 
85' 
Perceived Effectiveness of Interdepartmental Relationship 
Answer the following questions for other department 
individually by writing in the appropriate column 
the most- accurate number from the answer scale Systems Engineered Dealer 
for each question. Marketing Sales Systems Sales 
Answer scale for Questions 1 to 5: Consid-
Don't To No Little Some erable Great 
Know Extent � � E x t e n t 
0 1 2 3 4 5 
1. To what extent has this department carried out its 
responsibilities and commitments in regard to your 
depiartment during the past three months? _ _ _ _ 
2. To what extent has your department carried out your 
responsibilities and commitments in regard to this 
other department during the past three months? � � _ _ 
3. To what extent do you feel the relationship between 
your department and this other department is 
productive? 
4. To what extent is the time and effort spent in 
developing and maintaining the relationship with 
this other department worthwhile? 
5. Overall, to what extent were you satisfied with the 
relationship between your department and this other 
department during the past three months? _ _ 
86' 
Answer the following questions for other department 
individually by writing in the appropriate column 
the most accurate number from the answer scale Systems Engineered Dealer 
for each question. Marketing Sales Systems Sales 
Answer Scale for Question. 6: We Get We Get We Get We Get 
Much Less Somewhat Somewhat Mudi More 
Than We Less Than More Than Than We 
Ought We Ought Balanced We Ought Ought 
1 2 3 4 5 
6. Consider now the equality of the 
give-and-take relationship wdth each 
department. Compared to other 
departments that you are involved 
with, how fair do you feel are the 
"payoffs" to your department from 
this department? 





_ � . . . f 
‘ . “ ‘ 
This Ends The Questionnaire. Thank You For Your Cooperation!! 
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